E ffective governance determines organizational effectiveness. To govern, a board of directors strives to keep the organization moving forward for the good of the membership and the profession. A board that is governing effectively has a healthy division of responsibility, roles that are understood and accepted, a policy setting board, and a strong level of trust between board and staff. The Policy Governance model provides the value based foundation for boards to make a difference. This is important to you as members who elect the board, and the board is accountable to the membership. The Policy Governance model was developed by Dr. John Carver in the late 1970s to empower board of directors to meet their obligation of accountability for the organization it governs. The model enables the board to develop a vision for the organization, focus on the larger issues, delegate with clarity, evaluate the accomplishments of the organization, and truly lead the organization (Carver, 1999) . The emphasis is on values, vision, strategic leadership, and empowerment of both the board and the staff. Groups using policy governance include school boards, churches, municipalities, and organizations such
POLICY GOVERNANCE MODEL
Policy governance is illustrated best by a circle divided into four quadrants (see Figure) . One side is the Chief Governance Officer (CGO or President) and the other side is the Chief Executive Officer (CEO or Executive Director) . The board establishes four types of policies, two each on the CGO and the CEO sides. On the CGO side, Governance Process Policies prescribe how the board itself will operate, and Board-Management Linkage Policies delineate the manner in which governance is linked to management. On the CEO side, Ends Policies specify the results, recipients, and costs of results intended, and Executive Limitations Policies limit CEO authority about methods, practices, situations, and conduct. All policies are expressions of the board's values (Carver, 2000) . Board leadership requires the board to provide vision. To do so, the board must first have an adequate vision of its own job, which is best viewed as trustee owner.
GOVERNANCE PROCESS POLICIES
The board's main governance responsibilities are to: • Operate the organization for the owners (i.e., members). • Ensure the stewardship of resources, including finances. • Hire, empower, and evaluate the CEO. • Be legally responsible for the organization. • Determine why the organization exists.
In setting up the governance process, the board determines its philosophy, accountability, and specifics
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Executive Limitations
Specific job outputs of the Board, as an informed agent of the membership, are those ensuring appropriate organizational performance. Accordingly, the Board has direct responsibility to create:
2.3.1 The link between membership (ownership) and the operational organization.
2.3.2 Actively identify present and future needs of the members and chapters and define those needs in a manner consistent with the vision, mission, and Ends of the association. Market directed techniques will be used in the member services decision process, (e.g., development, redesign, and implementation of products and services will be based on the results of strategic planning, research and assessment activities, and benchmarking and product level marketing analysis). within which all executive activity and decisions must take place. C. Governance Process: Specification of how the board conceives, carries out and monitors it own task. D. Board-Management Linkage: How power is delegated and its proper use monitored; the CEO role, authority, and accountability.
2.3.4 Assurance of successful CEO performance. CEO remuneration will be decided atthe time of the pre-conference Board meeting after review of monitoring reports received throughout the year. of its job. Table I provides an example of Governance Process Policy 2.3-Board Job Description.
Board-Management Linkage Policies
These policies clarify how the board delegates authority to staff and how the CEO's performance is evaluated. Therefore, the board's own job of governing, which includes methods, procedures, and practices, are board Means issues (i.e., Governance Process and Board-Management Linkage Policies). The policies are instructive to the board itself, its president, and its committees-not to staff. Table 2 provides an example of Board-Management Linkage Policy 3.3-Accountability of CEO.
Ends Policies
As a part of the policy setting process, a board establishes two types of policies to address organizational issues-Ends and Means. Ends are the outcomes and are defined in terms of priorities and costs. The Board needs to describe its expectations about (Carver, 1997) : • Benefits, difference or outcomes in customers' lives the organization is to produce. • Individuals for whom the difference is made, that is, the designation of the customers. • Cost or relative worth of the benefit.
More simply put, "What good for which people at what cost?" The board establishes the Ends, or out- 
Board-Management Linkage Policy 3.3-Accountability of the CEO
The CEO is the board's only Iinkto operational achievement and conduct so that all authority and accountability ofstaff, as far as the board isconcerned, isconsidered the authority and accountability ofthe CEO. Accordingly:
3.3.1 The board will never give instructions to persons who report directly or indirectly tothe CEO.
3.3.2 The board will not evaluate, either formally or informally, any staff other than the CEO.
3.3.3
The board willview CEO performance as identical to organizational performance, so that organizational accomplishment of board stated Ends and avoidance of board prescribed Means will be viewed as successful CEO performance.
comes, which are to be achieved by staff within the Executive Limitations.
In 2003, the American Association of Occupational Health Nurses (AAOHN) board of directors adopted the following Ends and Sub-ends, which are considered a work in process. The board of directors will be linking with members (i.e., owners) to continue to refine the results of the association's work in light of priorities and costs. In Table 3 , AAOHN Ends and Sub-ends are listed.
Executive Limitations Policies
The Executive Limitations, written and approved by the board, state what is unacceptable to achieve the Ends. In other words, boundaries are established within which the staff select the most appropriate Means, such as methods, practices, conduct, services, programs, finances, and personnel, to achieve the goal (Snohomish County PUD, 2(03). By stating what is unacceptable, the staff is empowered to do whatever is needed to accomplish the Ends. Board policies about staff Means are instructive to CEOs (Carver, 1997) .
The model allows for both control and flexibility. The board controls the Ends and Means by policy rather than having to redo, review, rehash, or second guess staff work. Ends policies are prescriptive, expressed positively "what you want to accomplish." The Executive Limitations are proscriptive, "don't do it" policies. In developing these policies, the board first "speaks" in the broadest language that accurately expresses its intent. If necessary, the board can narrow its,intent by adding lower level policy. The end point is the "any reasonable interpretation point," then it is safe to delegate (Carver, 1997) . Through this process, the board acts as a whole, speaking with one voice or not at all. Table 4 provides an example of Executive Limitation 4.2-Treatment of Customers.
RATIONALE FOR CHANGE
While AAOHN's time tested traditional governance model had been working, per se, it did present issues, such as duplicity of work and detail oriented management, that came with the package of operating as a pol-376 icy setting board. The number of committee and board meetings resulted in overlap, but more important, a slower response time-especially in an environment that required and increasingly valued immediate responses and solutions.
During a 2 year period, the Board, joined by senior staff, went through a self evaluation process using the American Society of Association Executives Foundation's Environmental Trends Report and scanning data of the association's own industry professionals and the marketplace in which its members functioned to determine organizational strengths, weaknesses, threats, and opportunities (American Society of Association Executives Foundation, 1999). The association was facing an aging membership population, a decrease in new memberships, and a dynamic marketplace that was changing faster than the association could handle.
After carefully evaluating other existing governing models by reviewing books, articles, videos, interviews with other organizations and meeting face to face with another board, the Board decided to adopt the Carver Policy Governance Model. In the Board members' opinions, the model offered the following advantages and, therefore, opportunities to successfully meet the following challenges: • A board concerned with high level issues. • A staff committed to producing the products and services more effectively and efficiently. • A membership that would be better served as a result.
During the 2002 to 2003 year, the AAOHN Board finalized all the governance policies, established a preliminary set of Ends, and approved 15 Executive Limitations to guide the CEO. During 2003 to 2004 year, the policy governance model became fully operational. Processes will put in place to evaluate the model from both the Board's perspective as a whole and the individual members.
IMPLEMENTATION
By implementing a policy governance model, the AAOHN Board of Directors hopes to accomplish the following: strategic leadership, stronger linkages with members, and improved accountability.
Strategic Leadership
With policy governance, the board meets to discuss what the organization strives to achieve. To be effective, the board must focus on the most important issues facing the profession and address the concerns raised by members and stakeholders. In the past, the agendas have been so packed with reports and committee work that little, if any, time was available to discuss in-depth such topics as where the profession is headed, how the nursing shortage is affecting the occupational and environmental health field, and how AAOHN can work with other organizations to accomplish its Ends. Because these are not easy discussions, they should be based on principles and values identified by the board. By focusing on the Ends (i.e., what is expected to be achieved) instead of the Means (i.e., how it is done), the board can provide the strategic leadership it was elected to provide.
Stronger Linkages with Owners
As the elected leadership of AAOHN, the Board functions as representative trustees for others not at the table, namely the members and, ultimately, stakeholders. Identifying and linking with the owners contributes to the board's knowledge, relevance of its vision, and where efforts need to be directed. The board examines ways to routinely gather information from members, but it is more than just the act of gathering. It includes asking the important questions, listening to what the members say, and involving them in the association's work.
Improved Accountability
The board is accountable for governing the association. However, to govern well, the board's expectations need to be clear. The board must check to see that the CEO and organization are in compliance with policies. Continuous monitoring and evaluation provide confidence that ethical and prudent business activities are taking place, and that the board's plans are on track. This is accomplished by the board periodically reviewing the scheduled monitoring reports, reviewing Executive Limitations reports prepared by the CEO and being notified when they have not been met, and evaluating the CEO on accomplishing the Ends.
STRUCTURAL CHANGES
During the past several years, the AAOHN Board of Directors has incrementally proposed bylaws amendments to provide for organizational flexibility, efficiency, and cost effectiveness in providing products and services to members and customers. Even before the Board adopted a new governing model, it proposed bylaws amendments to remove specific language, such as naming each board committee. This functioned as a barrier in establishing committees not necessarily identified by those specific names to assist the board in doing its work. By not using the specific names identified in the bylaws, the association was in violation of its bylaws or rules. Other, more progressive, proposed changes relate to using electronic methods to conduct the elections and notify individuals of results.
In 2002, as a part on moving forward with the adoption and implementation of the policy governance model, the AAOHN Board of Directors proposed bylaws amendments to redefine the duties of the Board of Directors and the duties of the President, Vice President, Secretary, and Treasurer. The proposed amendments also redefined the responsibilities and accountability of the Executive Director. All of the proposals were in support of and in concert with the principles of the new governing model. The proposals allow the association to respond more quickly and continue to move forward in these challenging times.
Members have approved all of the proposed bylaws amendments by a large margin. Bylaws amendments must be approved by a two thirds vote of active members. During the next voting process (fall of 2(03) for Board of Directors, members will have an opportunity to vote on a set of proposed bylaws amendments that build on the efficiencies resulting from the policy governance model, with specific focus on structure of the Board itself. The significant proposed bylaws amendments are as follows:
• Establish a President Elect position. • Fill a vacancy in the President Elect position. • Eliminate the Vice President and Treasurer positions. • Reduce the size of the Board from 15 directors to 10 directors (two from each region).
Notification of the results of this election, including the status of the proposed bylaws amendments, will occur in January 2004.
EVALUATION PROCESS
Effective governance demands a commitment to continuous improvement. The Governance Ad Hoc Committee will be developing a monitoring tool and a procedure to evaluate the use of the policy governance model. This will be an ongoing process.
